stop Salma from earning her MBA at INSEAD and embarking on a successful career in finance. She became the managing director of a multinational financial institution at an early age and eventually settled in Brussels, where she met her husband, Jean-Pierre Depaul. In 2000, Dajani volunteered to be part of a team of volunteers to advise the Egyptian government on how to establish a freer market system. Her experience with the Egyptian people and bloated governmental institutions ignited her passion to serve the Arab region in a more innovative and constructive way. From that day on, Dajani embarked on a mission to couple two of her passions -protecting the environment and bringing about change in the Arab world.
To execute her mission, Dajani tapped into her global social network in search of a unique and dynamic Arab individual with a strong background in the field of environmental protection and community development. In March 2001, she met Afif Bakir while he was completing his MSc in Environment and Development at the Brussels School of International Studies. With more than seven years of experience working in environmental protection in Egypt, Bakir understood the environmental and developmental aspects of various communities in Egypt and believed strongly in the need to shift attitudes to the environment as well as personal responsibility in order to bring about social change to the Arab region. Remarkably, Bakir and Dajani share similar stories. Bakir's father was a diplomat and he spent his childhood years moving to several different countries, frequently changing schools.
Bakir and Dajani's shared cosmopolitan backgrounds and motivations to apply their skills to serve the Arab region enabled a fluid and seamless communication channel built on trust, openness and understanding. They "hit it off" right from the start.
The first question facing Bakir and Dajani was where this organization should begin its operations. They settled on Egypt, building on Bakir's years of experience in the country. Bakir rapidly dug into his social network and introduced Dajani to prominent figures in the environmental sector since the founder strongly believed that poor education and lack of innovation were the primary reasons behind the region's environmental degradation. But as they were exposed more and more to the environmental sector needs, they could see that it required nothing less than a multi-million dollar fund to tackle them. The founder was not equipped to make such an investment. Nonetheless, she wished for her organization to impact a large number of lives. Dajani nodded her head gently and replied, "We've begun fundraising and have already achieved some notable success. For example we received a significant unrestricted donation (€25,000) from Crown, which will reverse the cash flow imbalance that crept up last December. But, I must be honest that we have experienced many disappointments on the fundraising front." Dajani paused as she remembered her unpleasant encounter with a potential donor on her most recent flight to New York and another one at Heathrow airport. She had always loathed talking to people about money. She knew she had the money and preferred to invest it in the organization rather than chase after donors. She continued, "So we deliberately decided to put off fundraising for the first few years to focus on developing our approach and relationships with program partners. A good example of this is our cooperation with Pharos Capital, a private equity firm in Egypt, which has contributed significant time to work with The Egyptian Association for Water Protection to help develop the second phase of the project that we have funded. Our partnerships with institutions and individuals help our partner NGOs develop their environmental innovations and community outreach while building their organizational capacity to become financially sustainable." Khalifah, the newest board member, wondered whether the rest of the Board agreed with the decision to put off fundraising to a later point in time. He scanned the faces of other Board members who seemed indifferent. "Salma," Vuidard began, "New Horizons is doing something that no other foundation in the Arab region has done before. Naturally, Arab donors don't fully understand what we are doing. We ourselves are still learning how to best apply the model in Egypt [to support grassroots social enterprises offering innovative solutions to environmental problems and help them grow in financially sustainable ways]. So, perhaps we should be looking for donations from other sources. Have you approached any of the big banks?" "I don't think big private institutions would be interested in supporting our work with grassroots enterprises that operate in unheard of areas in Egypt," remarked Ibraheem.
Khalifah lifted his glasses and placed them on his eyes. He flipped through the reports, scanning over New Horizons's NGO partners and the annual report. He leaned forward in his chair and looked straight at Dajani and asked "Well, if our aim is to expand then we will need some funds. Where do you expect to get such funds? Surely, you don't expect me to start paying out of my own pocket like you are?" Khalifah's voice was soft but a frown marked the space between his eyebrows.
Dajani smiled, acknowledging his concern. "I am confident that when donors really understand what we are doing, they will be lining up to give us their money. We are the only organization that spends time building partnerships with our project partners. If we continue to do this, in five-to-ten years time we might be able to successfully alter attitudes to waste and water recycling, to energy consumption. The bottom line here is that we are in it for the long term. Our best bet is to talk about our work with our friends, family and acquaintances, to build awareness. Soon enough, our track record will speak for itself and will attract likeminded donors, don't you agree?" "How can we talk about what we do when we don't necessarily know how we do it?" questioned Khalifah. "I really feel as though placed a thin pile of paper on the table before lunch was served. She indicated to everyone to take a sheet. "This one-page exhibit is based on the work that Salma, Afif and I accomplished. It summarises our partner selection criteria and expansion strategy. You will also find the Board meetings schedule for upcoming year. Finally, there are some decision forms that I would like to invite board members to use at board meetings." Maha spent the next 10 minutes explaining how decision forms should be used and discussed the financial health of the organization. She began "In 2004, New Horizons ran a budget in deficit of €28,000 but this year with incoming resources totaling €203,000 and expenses reaching €155,000, we have managed to balance our budget. However, we continue to rely heavily on Salma's grants for operating expenses. So I would like to begin creating a donor database. Afif has already started drawing up on his contacts in preparation for New Horizons's first fundraising dinner ever which is set to take place in Egypt in two weeks and I would like to take this a step further by drawing on your contacts for the next fundraising dinner in March. How does this sound?" "This is a good start," replied Khalifah. "November's fundraising dinner in Egypt will demonstrate how important this step is for the financial sustainability of the organization". "This is certainly true," agreed Afif, "But I would like to add that this would not have been possible without your help Khalifah. My guests are very excited to meet you in person and I'm very glad that you will be attending the dinner in Cairo next month." Maha nodded her head and turned to look at Dajani, wondering why she hadn't said a single word. "Salma, is there anything you want to add?" Several minutes passed in silence. "Salma?" called Maha.
The founder looked up with a surprised look on her face. She looked pale. Drained Tired. They knew she was recently going through a hard time. "I think we all deserve a toast to everything that we have accomplished until this day!" cheering gently as she raised her glass to meet the rest.
ACT III

Date: Sunday January 4, 2006
Setting: Clemence Vuidard's home in Brussels, emergency gathering Attending: Clemence Vuidard, Saad Khalifah, Fadiya Ibraheem, members of the board and Afif Bakir Egypt Director As Clemence waited patiently for New Horizons' team to arrive from the hospital, she remembered the modest founder's passion for New Horizons. She used to say, "We have one home, and it is this earth. New Horizons is a project that needs to be successful for the sake of providing our children with a place where they can live in peace." Clemence was willing to put everything on the line for the sake of New Horizons's survival but she needed the support of the board and management. How did the others feel? Were they equally committed to achieving the vision that Dajani had set out for New Horizons?
Once everyone had arrived and taken a seat, the room fell silent for several minutes. Last week's fatal accident had suddenly left Dajani in a state of coma. No one had ever expected something so tragic to happen to such a good woman. Clemence recognized that this was their first meeting together in the absence of Dajani. Several more minutes passed until she broke the silence, "Well don't just sit there. Say something!" demanded Vuidard. "Are we just going to give up? Are we going to let New Horizons die with her?" persisted Vuidard.
Clemence could see that everyone in the room avoided her eyes. She felt a deep sense of loss. The passion and humor that had once filled meetings with inspirational energy had disappeared. Vuidard understood that she had to produce the energy and dynamism herself. "Someone needs to take leadership" said Vuidard, turning to face Khalifah and Ibraheem. "Don't look back at me, I can't do it. New Horizons was created by Arabs for Arabs and my blond hair just won't cut it!" she exclaimed.
"Can we take a step back and ask ourselves why we joined New Horizons in the first place?" questioned Ibraheem.
"In all honesty, I only joined the board to support my friendship with Salma. I'm on boards of another 20 organizations and I just do not have time to dedicate to managing the transition. In fact, I had originally intended to be on this board for two years only, but in light of Salma's condition, I will reconsider," responded Khalifah.
"I'm very grateful to have been on New Horizons's board since its inception. When Afif asked me to join, I was attracted to the opportunity to help build New Horizons's project portfolio. My experience with Egyptian grassroots organizations allowed me to recommend several potential partners. But since I decided to start my own consultancy firm, I haven't had much time for New Horizons. Flying over to Brussels for board meetings has been no easy task and you know as well as I do how many meetings I've missed," reminded Ibraheem.
"If no one assumes responsibility for the role of the chairman, I will offer to be Interim Chair for the next few months, but I can tell you that it's going to take a lot more than band-aids to keep this organization standing. Is every single one of us committed to achieving the vision that Salma has set out for New Horizons?" challenged Clemence.
"Salma and I started this organization together because we genuinely wanted to reduce NGOs reliance on donor funding. Salma believed that we could do this by forming partnerships with grass-root environmental enterprises that offered an innovative approach to tackling environmental problems. Before its inceptions, we spent several months visiting one NGO after the other and I remember asking myself how can NGOs maintain the independence of their own agenda if they are constantly scavenging for funds? Salma never acted as a bank, she treated New Horizons's projects and partners with great respect and equality… She treated our partners on an equal footing rather than acting as the grand donor and this is why we have developed such strong long-lasting partnerships. We are committed to provide our partners with not only financing but also management guidance and technical assistance. In fact more than 75% of my work in Egypt has been to support our partners in overcoming management challenges. We have a duty to honor our project partners until they have reached the final phase of their project!" demanded Bakir, visibly struggling to keep his frustration in check.
"But, it seems as though our project partners do not appeal to many donors. We only have two Egyptian donors this year. Other donors have spilled over through Salma's social network. Our inability to retain long-term donors signals that something needs to change," said Khalifah.
"Yes, I agree," said Clemence. "In fact, if we truly want this organization to survive we will need to change our selection strategy. We ought to institute a call for proposals. Perhaps we should also consider selecting only those projects that can cover at least 50% of their costs within their first year of implementation," suggested Clemence.
"But this has never been our approach!" stammered Bakir. "Our job is to respond to environmental and community needs. We seek potential partners to build their capacity. If we begin asking for rigid criteria, we set our partners and ourselves up for failure. The term 'financial sustainability' is completely alien to the Arab region. In our application guidelines, when we ask for evidence of financial sustainability the answers we get have nothing to do with financial sustainability. We must be sensitive to the context in which we are operating" Bakir defended, "Think of Salma, you know as well as I do that she would have never agreed to this if she were here!" "Salma set out to protect the environment in the Arab region. Our donors entrust us with seed money for change. By tightening our selection criteria, we will be able to measure the impact of our investments more rigorously. In turn, donors will be pleased to invest recurring funds with New Horizons. In the coming months, we can expect that Salma's contributions will lessen and this is our best chance at managing to stay afloat. Our priority right now is to support the organization as it comes to a stand-still. We need to focus on our core activities." Vuidard paused before she continued, "Unfortunately, this means that we will need to let Maha Banroud go". He strongly felt her absence. In the months that followed the founder's collapse in coma, Clemence Vuidard, the Interim Chair for the first time ever, journeyed to Cairo to ask Bakir to begin fundraising. If Bakir could change history, he would have never agreed to the take on the responsibility of fundraising for New Horizons's operations in Egypt. He had never fundraised before, with the exception of a dinner that he organized back in November 2006. The fundraising experience in Egypt quickly turned into a nightmare. Bakir felt fortunate that Khalifah had pledged to cover the organization's operating costs for two years, and did his best to raise money to cover the remaining project costs.
ACT IV
Bakir scanned the faces of new and returning board members as they chatted among themselves, waiting for the interim Chair to arrive to begin the meeting. New Horizons's struggles during the past year had taken their toll and Bakir looked rather drained. His meetings with potential donors had been especially trying over the last 18 months. Moreover, he spent what seemed like hundreds of hours overseeing compliance issues and solving legal and programmatic problems rather than building partnerships and sourcing skills to grass-root project partners.
At six thirty, the meeting came into session, Clemence Vuidard began, "I am delighted that you could all make it to today's meeting. I would like to extend a warm welcome to our new board members, Christa Anderson and Lady Khadiga Petrovich".
Bakir recognized Jean-Pierre Depaul, the founder's widower and loyal supporter. Depaul had financially contributed to New Horizons's growth since its inception, but joined the board only five months ago. Bakir also recognized Lady Khadiga Petrovich, a Palestinian sculptor who had graduated from The University of Jordan. Her marriage to a French Corvette Captain, positioned in Beirut and then Cairo enabled her to promote understanding between Europe and the Arab region in support of the voluntary sector. Khalifah had met Lady Petrovich while she was living in Beirut and asked her to join New Horizons's board.
The chairman continued, "The past year and a half have been especially difficult from a financial and operational perspective but our ongoing efforts to raise funds while focusing on our core activities have paid off remarkably. The Salma Al Dajani Memorial Committee has managed to raise more than €200,000 through sponsorship events, some of which were organized by volunteers like Salma's sister and friends. As a result, we now have enough funds to bring our expansion plans back on the Khalifah, the only board member with an extensive business background, spoke up. "We've seen this before," he said. "When Salma was with us, she pushed New Horizons into exploring expansion plans and we hired Maha when instead we should have been raising money to cover our costs. As a result, Afif was pushed into a position where she needed to seek out donors to honor our financial commitments. I am thrilled and impressed by her determination and ability to secure funds to cover three of our projects for the next few years, but I also recognize that I wasn't able to go to Cairo to support her fundraising efforts. As a result, I stepped in to cover the costs and this situation reminded me of what used to happen in the past. How much longer will New Horizons turn to its board members for bail out? Do we have any fundraising plan in place?" asked Khalifah.
"Well, we all know that fundraising is very tight right now even for the most attractive projects. We are coming out of a global recession," responded Clemence. "So in addition to hiring Noor to develop our global fundraising strategies, we have also increased our publicity through media channels. Tessa Al Dajani has filmed and produced a short film describing the vision of Salma. We have also launched a new creative initiative in response to the tough environment in which we are in. It's a pilot youth outreach initiative through which we hope New Horizons will grow a pool of motivated volunteers and supporters who can amplify the message about New Horizons's work, raise our profile in new circles and help grow our funding support. Next month, we will hire Tessa Al Dajani on a full time basis as the Brussels-based Programme Assistant to design, execute, monitor and report on our pilot raising awareness scheme".
Bakir felt betrayed by the board who must have known for some time that they would be directing funding to support expansion of New Horizons's activities in Brussels. It infuriated him that they had been talking to each other about hiring without giving any hint to the Cairo office that extra funds were available. He wondered about the validity of the raising awareness scheme. He couldn't understand how it related to New Horizons's core activities. Their objective had always been to develop the capacity and skills of the environment organisations in countries of the Arab region. Why didn't other board members voice their concerns? "On that note," continued Clemence, "I would like to announce that I am stepping down from my role as Chairman of the board. Seeing that New Horizons is safely out of crisis stage and back on track for growth, I feel that it is time for someone of Arab descent to lead its next stage of growth. Khalifah has graciously agreed to assume responsibility of New Horizons and I am confident that under his leadership, New Horizons will expand to many new Arab countries, in fulfillment of Salma Al Dajani's vision".
Note:
1-This case is based on actual facts that have been embellished to create scenes in board meetings. The names of the organization, its board members and its management have been changed. For instructional purposes, scenes have been exaggerated to produce a dramatic effect. 
